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PUBLIC  RELATIONS  IN  FIELD  ADMINISTRATION 
Archie  D.  Ryan 

Conference  of  Regional  Graziers 


In  handling  the  subject  that  has  been  assigned  to  me  for  discussion, 

I  want  it  to  be  distinctly  understood  that  I  am  considering  it  entirely 
from  an  impersonal  standpoint.  I  do  not.  want  to  have  my  remarks  misunder¬ 
stood  by  any  of  you. 

I  believe  that  the  time  has  arrived  for  every  regional  grazier,  every 
district  grazier,  and  every  other  employee  of  the  Division  of  Grazing  in 
an  administrative  capacity  to  come  to  the  realization  that  the  promotional 
period  of  the  organization  is  at  an  end  and  that  it  is  more  and  more  es¬ 
sential  that  each  individual  stand  squarely  on  his  own  feet  and  assume  the 
responsibility  that  is  placed  on  him  in  administering  the  Taylor  Grazing 
Act. 

Generally  speaking,  there  are  three  types  of  administrators.  There 
is  the  type  who  builds  up  an  organization  entirely  from  a  personal  stand¬ 
point.  With  this  type,  there  is  a  tendency,  of  course,  to  put  an  undue 
burden  upon  a  favored  few,  on  the  pets  of  an  organization.  With  the  sec¬ 
ond  type,  no  thought  whatsoever  is  given  to  the  person  in  any  particular 
job,  but  positions  are  set  up  entirely  from  a  functional  standpoint,  and 
a  person  makes  good  in  his  assignment  of  duties  or  does  not,  as  the  case 
may  be,  with  no  thought  of  the  personality  involved.  In  my  estimation, 
the  third  type  of  administrator  is  the  one  who  accomplishes  the  best  and 
most  lasting  results — where  everyone  in  an  organization  works  with  and  not 
for  someone.  It  is  the  type  in  which  after  the  functions  are  set  up,  the 
people  are  assigned  to  positions  after  a  careful  study  of  their  qualifica¬ 
tions  and  where  they  will  best  fit. 

You  have  heard  a  great  deal  of  discussion  regarding  the  new  proposed 
organization  of  the  Division  of  Grazing.  This  organization  is  built  en¬ 
tirely  on  functional  lines  to  carry  out  the  purposes  of  the  Taylor  Grazing 
Act.  It  will  be  necessary  for  everyone  in  an  administrative  capacity  to 
fit  the  present  personnel  to  these  functions  to  the  very  best  of  his  abil¬ 
ity.  When  this  is  done,  it  should  also  be  remembered,  as  the  Director  has 
pointed  out  a  good  many  times,  that  after  all,  we  are  only  human  beings. 
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When  you  ash  a  person  to  fill  a  position,  you  should  give  that  person  eyery 
opportunity  to  fill  it  properly  and  insist  that  he  assume  entire  responsi¬ 
bility  of  the  duties  involved,  as  that  is  the  only  way  it  can  be  determined 
whether  that  individual  will  fit  that  particular  place  or  should  be  changed 
to  some  other  position  in  the  administrative  setup  that  he  or  she  may  be 
qualified  to  fill. 

There  is  no  longer  any  excuse  for  delay  in  setting  up  and  maintaining 
a  proper  field  organisation  both  in  the  regional  and  district  offices,  and 
in  filling  every  function  to  the  extent  for  which  funds  are  available. 
Every  regional  grazier  must  understand  that  this  is  his  entire  responsi¬ 
bility.  He  must  not  have  the  mistaken  idea  that  it  is  necessary  for  him 
to  so  immerse  himself  in  details  that  he  cannot  keep  his  time  free  enough 
to  be  familiar  with  every  part  of  his  region  and  to  know  the  employees  who 
are  working  with  him  and  whether  they  are  satisfactorily  filling  the  par¬ 
ticular  functions  to  which  they  have  been  assigned.  Every  employee  in  a 
particular  region  looks  to  the  regional  grazier,  and  properly  so,  for  in¬ 
structions  as  to  how  in  a  general  way  he  should  perform  not  only  his  own 
job  but  also  how  he  should  carry  the  idea  of  service  and  information  re¬ 
garding  the  work  and  organization  to  all  the  other  people  with  whom  he 
comes  in  contact. 

I  personally  believe  that  every  regional  grazier  should  in  a  general 
way  know  all  of  the  functions  of  his  camps,  district  advisors,  and  the  en¬ 
tire  setup  in  his  region  but  that  the  details  must  necessarily  be  dele¬ 
gated  to  the  other  members  of  his  staff.  The  only  way  you  can  determine 
whether  any  individual  in  an  organization  is  properly  functioning  is  to 
assign  definite  duties. 

It  is  absolutely  necessary  that  the  needs  of  your  region,  both  from 
an  administrative  and  a  service  standpoint  be  anticipated.  The  time  has 
certainly  come  when  a  regional  grazier  should  be  able  to  make  most  of  his 
decisions  promptly  without  having  to  ask  Washington  whether  he  has  prop¬ 
erly  made  up  his  own  mind.  I  realize  that  mistakes  will  be  made,  as  many 
have  been  and  will  continue  to  be,  but  it  is  necessary  that  anyone  who  as¬ 
sumes  administrative  responsibility  be  prepared  to  make  up  his  mind  with 
as  little  delay  as  possible.  I  do  not  mean  by  this  that  you  should  not 
consult  the  members  of  your  staff,  because  I  think  that  is  just  as  neces¬ 
sary  as  any  other  part  of  actual  administration.  That  is  the  way  real  ad¬ 
ministration  is  achieved,  by  having  a  whole  organization  work  together. 

There  is  still  a  tendency  among  a  good  many  of  us  to  try  to  separate 
the  employees  of  the  regular  Division  from  those  of  the  CCC.  I  maintain 
it  makes  no  difference  what  duties  are  assigned  to  what  pay  roll  as  long 
as  care  is  exercised  to  see  that  there  can  be  no  criticism  or  accusation 
that  the  CCC  funds  are  being  spent  out  of  pw  portion  in  carrying  on  the 
regular  duties  of  the  Division.  In  other  words,  in  the  function  chart, 
the  chief  clerk  and  accounts  clerk  are  both  set  up  as  regular  Division  of 
Grazing  employees,  but  if  there  is  a  capable  employee  in  CCC,  there  is  ab¬ 
solutely  no  reason  why  either  of  these  positions  cannot  be  filled  by  the 
CCC  employee  and  counterbalanced  by  other  employees  of  the  regular  Divi¬ 
sion  handling  largely  CCC  work. 
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I  have  been  impressed  many  times  since  I  have  been  in  Washington  this 
last  several  months  with  the  letters  that  are  received  from  the  field  ash¬ 
ing  decisions  on  minor  matters  or  matters  regarding  which  the  regional 
grazier  wishes  to  shift  responsibility  from  his  shoulders  to  the  shoulders 
of  the  Director.  There  are  many  questions  we  all  ask  that  it  is  not  pos¬ 
sible  for  the  Washington  office  to  answer,  or  if  it  does  answer  them,  the 
answers  will  be  such  that  it  will  retard  progress  in  the  field.  There  are 
many  questions  that  cannot  be  answered  specifically.  The  regional  grazier 
must  make  up  his  own  mind  what  course  of  action  he  can  properly  take  and 
make  a  definite  clear-cut  decision. 

I  have  been  talking  about  public  relations  and  the  Division  of  Grazing 
for  a  number  of  years.  I  again  want  to  emphasize  that  the  Division  of  Graz¬ 
ing  is  a  service  organization,  and  in  a  service  organization  more  than  in 
any  other  kind,  the  need  for  a  harmonious  relationship  among  the  employees 
of  the  organization  and  with  the  public  cannot  be  overemphasized.  Ho  op¬ 
portunity  should  ever  be  overlooked  to  meet  and  gain  the  respect  and  liking 
of  the  employees  of  other  services  and  of  the  people  whom  we  serve  or  with 
whom  we  come  in  contact.  The  only  way  this  can  really  be  accomplished  is 
for  the  regional  grazier  himself  to  make  this  phase  of  his  activities  one 
of  the  major  objectives.  The  only  way  he  can  do  this  part  of  the  work 
properly  is  to  instruct  adequately  all  of  the  employees  of  his  office  and 
relieve  himself  of  just  as  much  detail  as  possible  by  turning  it  over  to 
other  employees  so  as  to  leave  him  free  to  carry  out  this  most  important 
phase  of  a  service  organization. 

Public  relations  are  very  much  misunderstood.  The  words  mean  simply 
friendly  relations  with  those  people  whom  we  serve  or  come  in  contact  with. 
The  friendlier  the  relations  with  State  officials,  Congressional  delegates; 
officers  of  other  services;  and  with  the  general  public— the  prospector, 
the  storekeeper,  and  the  average  person  we  meet  and  see  every  day,  the 
better  will  be  our  organization.  To  make  a  success  of  our  jobs,  it  is 
necessary  that  we  understand  not  only  our  own  functions  but  also  those  of 
other  agencies  that  touch  in  any  way  the  same  people  with  whom  we  work. 

If  it  is  necessary  for  regional  graziers  to  stay  in  their  offices  and  work 
until  9,  10,  or  11  o'clock  at  night,  it  simply  means  that  their  offices 
are  not  properly  organized,  and  they  should  get  more  clerks;  because  the 
Government  is  not  paying  any  regional  or  district  grazier  to  tie  himself 
down  with  duties  that  could  be  better  or  more  efficiently  handled  by  a 
clerk  or  stenographer.  The  time  many  of  you  spend  in  your  offices  at  night 
could  be  put  to  better  advantage  if  you  would  spend  it  meeting  people 
and  establishing  friendly  relations.  Again,  this  is  a  phase  of  your  work 
for  which  no  definite  mode  of  procedure  can  even  be  suggested.  You  your¬ 
self  know  the  proper  approach.  I  can  assure  all  of  you  it  is  the  only  way 
that  the  utmost  can  be  attained  in  friendly  relations  with  people  whom  you 
work  or  come  in  contact  with.  What  I  am  trying  to  say  is  that  each  re¬ 
gional  grazier  and  each  member  of  the  Division  of  Grazing  in  an  adminis¬ 
trative  capacity  should  be  a  part  of  the  community  in  which  he  lives  and 
works,  no  matter  how  small  or  how  large  it  is.  He  must  stand  on  his  own 
feet,  make  his  own  decisions.  There  can  be  no  definite  method  of  proce¬ 
dure  laid  down  as  that  is  up  to  the  individual. 
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A  new  reaction  is  felt  throughout  the  entire  Division  that  extends^to 
the  stockmen  and  State  and  Government  officials,  a  feeling  of  confidence 
in  a  man  and  his  ability  to  make  and  keep  an  organization.  However,  it  is 
impossible  for  any  one  individual  to  make  an  organization.  It  is  up  to 
every  individual  in  the  Division  of  Grazing  to  assist  in  keeping  well  es¬ 
tablished  the  cordial  relationship  both  within  and  without  the  organiza¬ 
tion.  T7hen  a  condition  develops  in  a  particular  organization  that  you 
chance  to  head  at  the  present  time,  which  is  detrimental  to  the  personnel 
and  work,  it  is  absolutely  imperative  that  it  be  corrected  at  once,  be¬ 
cause  if  it  is  not  corrected,  it  will  probably  grow  into  a  big  thing  and 
thus  become  harder  to  correct.  It  is  up  to  every  member  of  the  organiza¬ 
tion  to  forget  the  pettiness  of  individual  prejudices  and  to  work  as  a 
unit  for  the  good  of  the  service,  knowing  that  while  we  may  not  always  do 
a  good  job,  we  will  never  be  censured  for  trying  to  do  one.  It  is  only 
by  developing  the  best  in  others,  by  not  being  afraid  to  give  and  share 
credit  with  other  individuals  that  any  particular  individual  can  build  up 
himself  or  herself  and  justify  to  his  superiors  a  reliance  that  would  war¬ 
rant  the  assignment  of  larger  and  greater  responsibility. 

Tiie  quality  of  leadership  that  can  be  developed  in  any  organization 
must  be  closely  correlated  and  knit  together  in  a  tight  organization.  A 
tight  organization  (emphasizing  what  the  Director  said)  is  one  that  works 
together,  not  one  that  stifles  initiative,  but  one  that  develops  it  by 
friendly  rivalry.  An  individual  is  not  capable  of  giving  orders  until  he 
has  learned  how  to  take  and  apply  orders.  It  is  only  by  working  as  a  unit 
that  an  organization  can  develop  its  own  and  its  public  responsibility. 
This  is  also  true  for  the  individual,  as  it  is  only  in  such  an  organiza¬ 
tion  that  the  individual  can  develop  his  or  her  own  responsibility. 

Under  the  proposed,  or  even  present  plan,  of  organization,  or  under 
the  broad  aspects  of  the  whole  reorganization  plan  that  was  touched  on  by 
the  Director,  we  can  each  as  individuals  form  an  opinion  as  to  the  size 
of  our  job  and  the  size  of  our  personal  and  public  responsibility.  Again 
I  wish  to  emphasize  that  the  extent  to  which  any  individual  can  assume  re¬ 
sponsibility  is  determined  largely  by  the  ability  of  that  individual  to 
accept  the  place  set  out  for  him  or  her  with  a  full  sense  of  his  own  limi¬ 
tations  and  a  real  desire' to  grow  and  overcome  those  limitations.  It  is 
only  by  the  assumption  of  the  real  responsibility  back  of  the  individual 
that  he  can  maintain  public  opinion  at  a  high  and  proper  level.  To  do 
this,  each  individual  must  first  be  fair.  He  must  be  decisive,  but  he  can 
also  be  just  and  impartial  in  all  decisions.  You  must  know  regulations, 
how  they  can  properly  be  applied  to  meet  your  service  needs.  You  should 
have  the  advice  and  counsel  of  the  other  members  of  your  particular  organ¬ 
ization  to  aid  you  in  making  final  decisions. 

It  has  been  suggested,  especially  in  regard  to  auditing,  that  there 
be  a  committee  in  the  regional  office  to  keep  track  of  details  such  as. 
auditing,  personnel,  and  other  matters  and  to  consider  them  as  a  group 
rather  than  have  them  considered  by  a  single  individual.  In  this  way, 
the  regional  grazier  can  keep  himself  more  free  from  detail  and  still 
have  an  intimate  knowledge  of  detail. 
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With  the  established  administrative  line  worked  out  and  with  the  aid 
of  service  and  efficiency  records,  an  employee  could  properly  he  advanced 
perhaps  from  an  unattractive  job  to  a  job  with  a  little  more  responsibil¬ 
ity  so  that  eventually  everyone  in  your  organization  could  absorb  the  de¬ 
tails  of  the  entire  organization.  Just  a  thought  on  the  care  to  be  exer¬ 
cised  in  promotion  recommendations.  Do  not  trust  your  own  judgment  en¬ 
tirely.  Take  that  same  committee  and  carefully  analyze  each  individual 
case,  always  remembering  that  your  final  decisions  whether  in  regard  to 
promotions  or  disciplinary  action  are  the  surest  way  to  demonstrate  a  real 
quality  of  leadership.. 

I  have  known  our  new  Director  for  a  good  many  years,  and  I  know  that 
he  will  never  expect  you  to  do  more  than  he  does  himself  or  to  accomplish 
the  impossible,  but  he  will  always  expect  you  to  deliver  the  goods  to  the 
best  of  your  ability. 

The  job  is  always  bigger  than  the  individual,  and  there  is  never  any 
place  in  any  organization  for  pettiness  or  for  worry  about  the  other  fel¬ 
low's  shortcomings.  Let  us  try  to  correct  our  own. 

Many  times  specific  instructions  cannot  be  sent  to  you  from  Washing¬ 
ton,  and  it  is  still  up  to  you  to  function  on  your  own  individual  respon¬ 
sibility  and  to  assume  a  definite  responsibility. in  all  phases  of  your 
work,  including  all  cooperative  work  with  other  individuals  and  agencies. 
Again,  as  I  said  on  Tuesday,  every  action  taken  by  us  as  individuals,  our 
personal  and  public  relations  not  only  reflect  our  own  size  as  an  individ¬ 
ual  but  also  the  size  of  everyone  in  the  organization,  clear  to  the  Secre¬ 
tary’s  office. 
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